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~ EXECUTIVE SUMMARY -
¢ e '

. ‘

Career ladders for teachers have become an important professional

and public policy issue across the United States. Many states are now .
considering or have enacted career ladder legislation. The United States

_Department of Education is encouraging career ladder experimentata.on
and the Secretary of Education- has funded a number of projects to test
the feasibility of various career ladder plans.

A career ladder for'-f': teachers has been used in Great Britain for
over 40 years. The ladder contains five rungs or steps. Teachers progress
up the ladder by’ competltlve promotion. Each school in Britain has
a limited number of pdsitions at each ladder level. - As these positions
fall vacant they are nationally advertised and teachers who wish to
compete” for a promotion apply. Five applicants are selected as finalists
and interviewed by the principal and board of governors. The successful

applicant is awarded the post by the board of governors. If the new

position is at a’ higher ladder step, the successful teacher candidate
has won a promotlon. . . o -
. -

Teachers in career ladder posa.tlons have additional responsibilities
in British schools. Usually these are 1nstruct1onal or curricular leadership
responsibilities, but in some cases they may be administrative. The
higher the ladder step of the position, the more extensive the .réspon-
sibilities. The specification' of responsib1lit1es for career ladder
pos1t10ns is left to schools. |

A team of eleven Utah educators and policy makers 1nterv1ewed over
one hundred British teachers, school administrators, government officials,
professors, and association leaders about the career ladder in June,
1984. The following conclusions have emerged from this study of the
British career ladder:

1. Schools in Great Britain have considerable autonomy and vary greatly
in the way provisions of the career ladder are implemented. British
s¢hools can, and do use career ladder positions differently, and

« this leads to variability in the distribution of responsibilities
- among schools. Commitment shown toward the ladder by teac},lers seems
affected by the yay pomtlons are used.

2. ‘The d1fferent1ated staffing -arrangement employed in Britain is,

a ladder that emphasizes growth and career development: Promotions

are relatwely permanent, are awarded on the basis of demonstrated_

ability, and represent a new leadership challenge.

3, The British career ladder. contains powerful incent}ves for teachers.
Teachers plan their careers around the possibility for promotion
and prepare for responsibilities that are commonly associated with
higher level posts. - '



10.

RN 20

v
‘\

The career ladder. system in Britain encourages teacher mobility. The
national advertisement of and open competition for scale post vacancies,
national salary schedule 'and desire for rapid promotion all increase
teacher mobility. . ,

The career ladder cultivates instructional leadership and develops
commitment to school improvement. Teachers learn instructional
leadership by taking increasing and varied responsibility as the
move through scale posts. The sharing of leadership responsibilities
brought about by the ladder increases program ownership and concern
for instructional quality. _ . v

The career ladder. allows‘ leadership responsibilities to be divided

and perhaps done more completely and efficiently. Because they.
shared leadership tasks with teachers in career ladder positions, -
- principals had time to be instructional leaders and teachers.

Each school can tailor career ladder posts to school program needs -
-and recruit staff according to those needs. Schools can fine

positions and work to recruit and select staff who will streng’then
the faculty and lead to school improvement.

The British "formula for d:ustrlbuting career ladder posts -provides'

fewer career opportunities for teachers in elementary schools. Career
ladder positions are allocated to schools on the basis of an agé/size
weighted. formula. Smaller schools with younger students have fewer
career ladder positions and elementary teachers have fewer promotion
opportumtles.

Teacher performance is not systematically evaluated in Brltlsh'

schools. Many teachers, union leaders, administrators and government
officials believe that a more regular, objective system of teacher
assessment is need in Britain.

Outstanding t;eachera who are unwilling to assume additional responsibil- |

ities or who  are unable to control mobility do not benefit directly
from the British career ladder system. Teachers who are content

- to be good classroom teachers and who do not seek additional respon=’

sibilities will not be promoted in British schools; those’' who

.are unable pursue posts in other locations have reduced promotion

opportunities.

It appears that a career ladder of the type used "in Britain can

have a positive impact-on teaching quality. A pattérn of differentiated
positions has been successful in providing career opportunities to teachers

in Britain, and probably has c¢ontributed in significant ways to the -

improvement of education in that country. There are many: advantages
to a career ladder program with dlfferentwted respon51bilities in American
" schools. , . .

\

1. Teachers with proven ability can be placed in leadership posi-
tions, These teachers can be ,models and mentci;'s to younger

it o
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- teachers and can prumote better teachmg in general. They can be - a

significant force in developing good, workable curriculum that will
enhance student learning. . ,

2. 'I‘ne career ladder can be an effective leadership development
device. Not only will there be a significant cadre of teachers
in leadership "positions’ in each school, but principals and
assistant principals will be better prepared for their roles

through experiences s they wul have received moviny up the

career ladder before becoming hdministrators. : SN

L7

3. Because- leadership functions are more wWidely sharéd- in the

 school, more teachers have a stake in school performance.
More people are directly involved in school improvement activities.

4. There is' opportunity and incentive for teachers to grow, to
develop new skills, to accept new challenges. - Although. the
career ladder is not a cure-—all for teacher burnout, it certainly

«~ can reduce it.

5.. To the extent that the career ladder can make teaching a more

- challengmg and -rewarding occupatlon, it can become a powerful

incentive to attract and retain qualified people in the profession. -

4
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‘ . " QVERVIEW OF THE STUDY

"‘ _ INTRODUCTION ' . e
‘Career ladders for ‘teachers have become an important professional
ar)d‘l public polJ.cy issue across the United States. -Many states are now
‘considering or have enacted career ladder legislation. The United States
Department of Educaktion is encouraging career ladder experimentation
: , and the Secretary of BEducation has funded a number of pr03ects to test
- the fea31b111ty of various career ladder plans.
: 'I‘hough relatlvely old in concept, the ‘career .ladder idea has not
been used much in public schools. Interest in it now can be traced to
: national ,and state commission reports .and the reform proposals which
-8 ' grow out of them. Although the National Commission on Excellence in
Edugation recognized the career ladder concept in A Nation at Risk,
. the Commission made no specific recommendations for Mplement'mg career
\ladder‘s It remained for state reformi commissions to seize the ‘idea
fand many have now featured career. ladders in their reéform "propogals.

Career ladders have gained popularlty for a vaﬁlety ‘of reasons.
Flrst they are consistent with the belief that people should, gain respon-
sibility, status, and pay as -they mature and acqulre work skills. Organ-
izational sociologists and psychologists have argued for: some time that
individuals need to have new job challenges periodically .in order to
retain their vigor ip- the work place.

Second, career ladders represent an- alternative to merit pay systems

- "within the general reform framework. Most educational reformers advocate
- abandoning - the single salary .schedule which provides 'salary increases
' . only on the basis of seniority and additional training and propose using
. ' salary systems that reflect mote closely the value oi the individual -
- : to the organization and the reality of the. market place. Yet merit -
\ S pay, another alternative for rewarding people of basis of—performance,
' has been opposed by teacher organlzatlons and and some find the. cqreer

: ladders more to their llklng.

Third, although they are not merit pay systems as one finds in
industry, career ladders can reflect merit. They allow school systems
-to identify and reward, by ladder promotlon, compe.tent ‘teachers. .

/ T ‘ Interestlngly, career ladders are not being advocated because of
: v research findings or. successful experience. Because career ladders are

so new in their application, there is no current experience in the United
States from which to gather research data about their effects. Nearly
o all of the literature to date is either extrapolated from other work:
- settings or gpeculation in tern\t of anticipated outcomes of career ladders.

' Despite the paucity of career ladder research opportunities in the United
States there are career ladders that have been in effect for some .time

in other countries. An example is in the British,K school system where

they have used a career ladder for more. than forty years. In that British

.

~ . . ]- ‘. ' 4
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"and designing career ‘ladders for teachers, and” those who will

 boards, administrators, teachers, elected officials. In this study

‘ representatlve school board memberf, administrators, teacher association

schools are similar to schools in the United States in many  iportant

‘ways, the career ladder in Britain is a "natural experiment" that can . .

be studied to determine the effects .of career ladders,:
) (
PURPOSE OF THE S'I‘UDY L | .

A

L

The purpose of this study was to mvestlgate the historical develop—

-ment, - structure, and consequences on teacher bekRavior of the career

ladder system as used in the United ngdom. In that the career ladder .
is a public policy issue, thip study was designed to gather information
for policy makers, particularly those policy makers who are considext

the fate of career ladder programs in leglslatures acy

.States. . _ AL
. ] o N g, (-

. . 25
éstions. Four questions .ﬁ i

ers orgw —F

2. Do career ladders - finprove teacher performance“directly by / _
providing incentives. or indirectly by placmg good teachers- "‘/ '

This study was design to answer policy
provided the primary focus for the study:

1. How are the British career 1 '

» in leadershlp rolesg? , — . -
) »~ I "
. 3. How does the presence of a career ladder for teachers affect
s  work relationships among teachers- and between . teachers and.

administrators? _ .

.\4. Do career ladders improve the teacher work force by affecting
. occupational choices.and career decisions of people considering,
teaching or currently teaching?

(N

,
ME‘I‘HODOEOGY
. There a(re a number of stakeholders in teacher career ladders' school

we sought to harness these groups to ‘design the research, to increase
the trustworthiness of findings, and to gain greater dissemination of
findings. The approach used in this study was to gather together a team

of individuals who represented -the primary gro(zps with interests in |
career ladders. This™ team would examine the career ladder "natural exper-
iment" in Britain and, using the filters which came from experiences
in their various jobs, try to make sense out of it. Eleven persons - .
from the State of Utah were seledted to journey‘ to Great Britain -to
examine career ladders and determine the impact . of these ladders on
the operatlon of schools and schpols systems. The team consisted of
leaders, as well as an education 1de to the Governor and a un1vers1ty o
professor-.




and refine interview questions. Using the broad questions posed above,
“the team developed a more detailed set of quegtions to gulde the mterviews.
" These questions are -shown in Appendlx A. .

June 9, 1984 the ‘eleven member team went te .Great Britain aqd .for\ .

oclation .,
.- leaders, - schools administrators and teachers in Great Britain. We sought. _
out academics who had studied the® career ladder system in -Britain or
were in a position to know about its impact. We visited prlmary and .

ten days condycted interviews with governmental off1c1als, ass

secondary schools that were selected for us by individuals in Great
Britain to represent both schools whete the career ladder was seen to
make a very positive contribution arﬁixto ‘be working well and schools
where the general attitude and morale was low and the ladder didm't
seem to be working well at all. We also took opportunities to interact
"with groups of educators that were\{assanbled for Wes so that
we might probe their experlence with the ladder and cast as! wide a net
as posmblé about the expaflence with the" career ladder. ' Co

On veturn to Utah we began the process of orgamzmg our findings.

Study . team members wrote disgussion summary responses to partlcular
interview questions. We met four ‘separate times in long - afterncon sessions
to discuss individual observations, negotiate common" findings and con-
clusions, and review and edit draft statements, The findings and concl usmns
included in this report are the record of this team effort.

[3

e e T
a

Prior to departure for London the team met twice to dlSCUSS protocol
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. THE BRITISH EDUCATIONAL SYSTEM 1

Y © .

Y . s . . ;

- is sec‘tion provides a brief overview of the British educational

system, It. is at best an introduction to a complex system and is offered
as background for the career ladder system employed in British schools. Those
wishing to know more about British educhtion are directed to, the bibliography
at the'end of this repprt. ' = . SR S '

. [

\

f

- The British officiallydesgribe their educational system as a "hational

system locally administered." This description appropriately captures
the extensive sharing of powers and decisions that exists in British
education amopg central govermnment, local edsgation authorities and ¢ -
schools. oL & ’ .

P

.
< .
»

'© . BEPARTMENT OEfEBUCATION AND SCIENCE | o

- The Department of Education and Sci'enceQ(DES) , headed by & cabinet |
member, the Secretary of State for Education and Science, is responsible-
for formulatfng national policy on education. In many ways it functions -
~as a combined United States Department of Educatidn and state department

of education. The DES plays an influential role in determining teacher .
salaries and general levels of educational expenditures throughout England. ,

It sets educational building policy .and approves all school building I
projects. The DES is responsible for® the “training of all’teachers in .
.England arnd sets standards for teacher qualification. :

-~ - - ,

o LOCAL EDUCATION AUTHORITIES

There are 105 lqcal education authoritie3 (LEA's) in England and:
Wales. They dre part of ‘lotal. government, in effect being the educatidn
departments of munjcipalities and counties. The governing body of -the .
local education autjority is an gducation committee which must be appointed
by counties and mifiicipalities with education ayshority. At least Nalf
the members of an education committee must be elected members of the .

« county or mumicipal council. All eduecation committees must also include
members " with ‘specialized knowledge and experience in education. The
primary administrative -officer on an LEA is the chief education officer

 (CEO). Appointed by the local althority, the chief education officer
is equivalent to the superintendent of schools in the United States. [LEA's,
Jfunction much as 'local school districts do irwthe United St;:sntes,{\-v"«‘)\;,’hezé\f,g;i "
are responsible for providing publicly maintained schools tm:'wjpgﬁcpu_ L(

‘“ . their area, “and for recruiting teachers and paying teacher salaries. '

'L ¢

. ot . " * . - " . l .
Mg, term "British” gs used in, this report refers*to educational provisions
in England and Wales. The Scottish educational systeng differs in significant
ways from the one in England and Wales,. as does the one in Northern
Ireland. _— S ' ‘ - '

2Depar‘-t:ment of Bducation and Sciende, ‘The Educational” System of Emgyland
-and Wales, London: Her ‘Majesty'é_Statione;y.offgce, 1983, PageV. | . Lo
oo L . . ) ,

T . . o7
% : » 1 ’




ROLE OF THE LOCAL AUTHORITY IN HIRING AND SETTING WORKING CONDI}I‘IONS

 Teachers are employed by the l,ocal educatlon authority, .although
hiring of teachers is done at the 1local ‘school level, not the local
education authorty level, ° . , ,

Working conditions, such as leaves, class gize, and length of work

| day, are determined at the local education authority level. Often they
are developed in joint consultation with union representatives. Sa‘l*aries :

are set at the natlonal level by the Burnham comnitteé

f 'I‘eacher salarles are paid from the local educatlon budget, although.
sala

ries are strictly controlled by the Buwxnham schedule. About half
the money to pay teachers comes from local property . taxes and half from
the national govermment, v

Schools in Britain have considerable local autonomy. Each school
has a governing body charged with general direction and curriculum over-
sight. The schpol governind'body, often called school govemynors or just

* _governors, is made up of 12 to 15 people representing pafents (called

parent governors), teachers (called teacher governors), and the -local
education authority. Local education authority.governors are appointed
by the LEA, must be in a majority, and one of their members must chair -

the school governing body. Parent governors are elected by parents
.and must have a child in the school to be eligible. Teacher governors -

are electeq by the staff of the school...

,

The building adninistrator in the British ‘system is called a head
teacher or head magter/mistress. The head teacher has the option of

. serving as a member of the governing body. In addition to a head teacher,

all British schools with 51 or more students have at least one deputy
head teacher assigned. Larger schools may have two or three. It is common
practlce for head teachers and deputy head teachers to teach part time.

Since neither central government nor ° local authorities establish
curriculum requirements, schools are expected to set their own curriculum,
select textbooks and make a number of -school pollcy de0131ons normally

" made ,at the state or school district level in the "United States. In

practice, most organizational, cwrriculum and instructional deca.smns
fall-to the head teacher and members of the teacHing staff. Most personnel.
decisions are also made at the school. Although technically employed
by the LEA, teachers are selected by the .school-governors in consultation
with the head teacher. ‘The governors, also select the head teacher.

As 'most western democracies, Bmtish parents have ‘a choice of'

school types.,-They ,.may send their children to publicly supported ox
"maintained" schools which are free, or they may choose independent

‘ private por "non-maintained" scheols which are supported by fees or endow-
ments. Parochial schools operated by the Church of England, Roman Catholic ~
" Church or other denon}inatlon may receive state support and are known

A o
5
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)
as "voluntary" maintained schools, About 32 percent of the maintained .
schools in England are voluntary schools; mostly they are Church of
England and Roman Catholic schoolg. About 94 perc:ent of . ithe students
attend maintained schools.

School attehdance is compulsory ‘in Britain for all children between
the ages of five and sixteen.. Bducation is alsQ provided for all between
16 and 1% years of age who wish it. Typically, a British student enters
'a primary school at age 5. At age 11, the student moves to a secondary
school and continues there until reaching the school leaving age of
16. Many secondary schools provide for 16 to 18 or 19 year olds in what.
is called a gixth form. In some areas, primary schools are divided into
infant schools (roughly kindergarten through 2nd grade) and junior schools
'(roughly grades 3 through 6). Due q:o reform carried out in the 1late
1960's, most seconddry schools in Br‘atain now are comprehensives. Some-
grammar schoold with an academic emphasis and secondary modern schools
with a vocatigmal emphasis remain from\the earlier selective secondary
school practice, however. Some school® are still single sex. In all °
a British family has a wide variety of 'fiublicly supported school types
from which to choose. \

. SCHOOL AND CLASS SIZE IN, BRITAIN
. . A ‘
‘ Y
As a general rule, British schools are ller than their American
counterparts. It is rare for a secondary schpol to reach an enrollment
of 2,000 studentg in Britain even though it may cover an age span greater
than American high schools. . . \

As they do in the United States, pupil—teache& ratios vary considerably
from authority to authority. Smaller and more' rural authorities tend
" to have mmaller ratios. . In 1981, the average pupil-teacher ratio in
England was 19.3 for public elementary and secondary schools. - Elementary
schools. had ‘a ratio, of 22 6 and secondary schools 16.6.

. One representative local education authority of about 95,000 pupils
and 4,800 teachers, had an average pupil teacher ratio of 19.9 in, 1984. .
"Primary schools in this LEA averaged J3.5 students per ‘teacher and secondary
schools 16.8 students per" teacher. _ * :

In Britain, head teachers and deputy head teachers are counted

-as teachers even though they may not teach full time or have a regular
classroom assignment. Thus pupil-teacher -ratios will be lower than
actual class sizes. The above LEA surveyed elementary classrooms in
1984 and found that they averaged 26.4 students each.
( , ' : .
~ - PER-PUPIL EXPENDITURES FOR EDUCATIQN . = u
Because of the decentrdlization in the British system of education
most expenditure records are kept on a school by school basis and budgeting
is on a school site basis. Expenditures vary considerably both across
and within local education authorities. For example, in 1982/83 expenditure
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per pupil- in elanentary schools varied from 556 pounds to 1025 pounds.
The average was 649 pounds. In secondary schools during the ‘same year
- the per pupil expenditure ranged from 748 pounds to 1{27 pounds w1th
an average of 903 pourds.

. ’

Teachers in Britain. are extensively unlonlzed Most teachers belong
to the National Union of Teachers (NUT) or-the ‘National Association,
of Schoolmasters/Union of Women Teachers (NAS/UWT). The NUT is the largest’
and oldest of.the teachers' unions, and has its greatest strength among
elementary school teachers. The NAS/UWT has. been the more militant of
the two unions and its membership reflects a high proportlon of secondary
school teachers. .

TEACHERS' UNIONS P

'I‘eachers unions in Britain are quite 1nf1uent1al in educational
policy making both at the parllamentary and local authority level.
They are aggressive as well in pursuing job rlghts for their members. Head
teachers , frequently belong to one of the major teachers' unions and
will usually support their union during job actions.

41\ UBLIC ATTITUDES TOWARD SCHOOLS "

It is as difficult to characterize public opmlon about Britain's
schools in a few sentences as it is for American' public opinion. . Views
vary considerably among parents and taxpayers about school quallty,
for example, and head teachers reporte that.they “are giving more time
" to community relations in an effort to build positive sentiment. British
parents seem somewhat less critical of. schools than American parents
‘and more willing to,let professionals make most educational decisions,
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THE BRITISH CAREER LADDER FOR TEACHERS

HISTORY OF THE BRITISH CAREER LADDER SYSTEM .

The career ladder~ for teachers in Britain’is formally a part of
the teacher salary striicture. In Great Britain teachers have negotiated
their wages centrally since shortly after world War I. The negotiating
arena is known as the Burnham Comittee, named after its first permanent
chairman, Lord Burnham. Prior to 1944, salaries were negotiated separately
for primary and secondary teachers. With the 1944 Education Act, the
two negotiations were combined to produce a single .wage scale and the
salary awards given statutory force. . L '
. . %

The term "career ladder" is not used in Britain to describe their
gsystem of pay scales for teachers. Rather the system (sgreferred to
as "Burnham Scale" and career ladder positions are known as "pPosts of
Special ‘Responsibility" or "Scale posts." The number of scales (steps

in the ladder), teotal number of scale post positions that will be available,

" and the salary scale for each post are negotiated annually in the ‘Burnham

Committee as they have been since before 1944.

3

The Burnham Scale or ladder has 'ﬁndergone ‘several modifications

- dh_ring its history. In 1956, the Unit Total System (UTS) was adopted

¥

| ‘which imcreased the difference in pay Hetween secondary and primary

teachers. . Reyisions were again made in 197] and 1974 which somewhat
decreased the primary-secondary differential by changing the age-weighted
points and collapsing the five scales into four. The UTS is described
in more detail further on in the report. ‘The 1971 and 1974 revisions
also provided head and deputy head teachers with a separate incremental
salary scale. A few years later the five scale range was reestablished
by beginning the senior teacher scale. - o g .

! . - -

STRUCTURE OF THE BRITISH CAREER LADDER

’N_mnber of Steps or Cai:egories in the Ladder

. There are currently five scales plus 'a deputy head teacher
and a head teacher scale in the career. ladder structure in Britain.’
The first four scales are simply known as ‘Scale 1-4; Scale 5 is the
Senior Teacher scale. Within each scale is a series of pay grades or
increments. Teachers progress through these pay increments within a
given scale on the basis of experience. MNovement up the ladder is treated

‘a8 a job promotion and results only when teacher competes successfully

for a higher scalée position. - o \

[ ]

- Job Differentiation in thé, Ladder

Each person holding a acalre pbét‘: has a job description specifying
the responsimlities attached to the post. These will be duties in

addition to normal teaching duties ®hich are not usually included in

8 : .
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‘responsibilities seems to vary. People were interviewed in particular

AN schools and local authorities where responsibilities were important
‘ ~and job descriptions taken seriously; others somewhat flagrantly ‘used:

a post to move someone up on the salary schedule. -In the latter case
the post would be laughingly referred to as "coffee pot washer." It
is difficult to know in what portion of the schools the posts are taken
seriously and in what portion ‘they are not, There are at least some

local education authorities where posts and job descriptions were taken .

seriously throughout. Despite the fact that teacher salaries in Britain
are standardized throughout the country, job descriptions. for given
scale posts varied enormously and reflected school differences. :
ao ‘

, Job.descriptions for career ladder positions (scale posts of respon31b-

scale 4 posts for "head of - department” or "head of area." For example,
the job of head of the mathematics department is very similar from one
school to the next. Job descriptions  are likely to .be more variable
in elementary schools. N ’ .
Recognizing that job descriptions dq vary considerably among schools,
some typical responsibilities for the various scales are listed below
as a pomt of reference: :

¥

A scale 1 teacher is a beginning teacher who may help with

the' development of curriculum and the geperal organization of the

school. The main function of a scale 1 cher is to’teach.

-

A scale 2 teacher ‘is more involved in curriculum. This person

has more responmblhty and may be in charge of curyxiculum guidelines,
goals and budget.

A scale 3 position isysually occupied by a department head

o or a person in charge of a subject area. - This person may have

) responsibility in 'a small school whicH would be equivalent to the
) responsibility ¢of a scale 4 in a large school.

A scale 4 post is occupied by a department head in p large

- department or a head of faculty. This person may be in charge

of the stock of materials, staff development and/or the syllabus

/for the department. 1In a smal% school, the scale 3,person-might
have some of these respon51b11it es. " !

S~ The senior teacher is higher than scale 4 on the salary schedule.
This persan, while still a classroom teacher, often has significant
responsibilities in the school. A senior teacher may be head of
a lower or upper school in a secondary school or in charge of testing
and measurement. .

‘ Job descriptions are developed at:the school level. Often they

are written by the head teacher in consultation with ghe chairman of

-9 ‘ .’ e I L v

the post ]Qb description. The significance which is tied to scale post

.1.lity) are normally unique to a particular school. ‘Similarities can .
and do occur, however. Secondary schools often use ‘their scale 3 and ,




the school governors. In some local education authorities the senior
- inspector, or -qther officer will review job descriptions .and reconmend
- ~ changes. The job description is the basis of ,position advertisements
* placed in the national press and also the basis for the development
of hiring criteria. The higher the scale post, the meore scrutmy it
is likely to receive fram the governors and inspectors. '

L]

Pay Structure w1thin the Ladder .
. : 7 ) i v .
' SALARY SCHEDULE

The Bumham Scale of Salaries or -salary schedule looks very much
like a typical U. S. salary schedule at first glance. There are five
columns representing the five scales. Within each scale (column) is
a range of salary amounts that may be earned dependmg on incremental -

- .points which usually represent credited years of service but may reflect
.other experience. Teachers nom\ally progress through the salary range .
in the scale until they reach the top salary or are- promoted to the *°
next scale. -‘If they are promoted to the next scale, they will receive
"the next highest salary plus one increment Th‘e 1983-84 Burnham schedule
-is shown in Table l. : l . . .

The salary range on the 1983-84 Burnham schedule ranges from 5,178 .
pounds sterling to a maximum of 12,744 pounds, or a ratio of about 2.5
to 1 from lowest to highest. Only a small percent of . teachers benefit
from the higher salaries, however, as less than 2% of the teaching work"
force vare senior teachers. ® United States ‘dollar conversmns are shown
. below the British wages for comparison.” :

UNIT TOTAL SYSTEM E‘OR ALLOCATING POSTS

The Burnham unit total: system (UTS) was developed in order to provide
particular levels of salaries and the desiréd numbers of promotion posts
in ,different types and sizes of schools. ' The Burnham Committee sets
certain guidelines for the local education authorities to follow.

" Studénts are assigned age-weighted units; from which a total 1/
calculated for each school. Students under 14 years of age count 2
~units, 14 year olds count 3 units, 15 year. olds 4 units, 16 year olds
6 units and students who are 17 or older count 8 units. For primary
schools, student enrollment is multiplied by two to obtain the unit
" total since all students are under 14 years of age. In secondary schools,
students in each age category must be counted, multiplied by the approprlate
weight, and added. together. '
4
b The unit total determines the Burnham grouping to which each school
‘ will belong. A school's group assignment determines the highest scale
teacher - that the school may hire, the number of scale posts in the school,
and the salary of head and deputy head teachers.

In national Bursham hegotiations a pomt score range 1is assigned .
to each unit .total group., Local education authorities may fix the actual

19
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Table 1 .
Burnham Scale of Salaries "
for 1983»1?3&
Incremental Séalea ' L .
Point 1 2 _ -3 . 4 Senior Teacher .
o Asam s 759 8756 9,435
’ _$ 7,249 8,329 10,303 12,256 13,209
. § 5,418 6,174 . 7,617 9,132 . 9,789
$ 7,585 ¢ 8,644 10,664 12,785 ., 13,705 ’
) £ 5,598 6,405 7,878 9,435 © 107143
$ 7,837 8,967 11,029 13,209 14,200
3 £ 5,778 6,636 8,142 9,789 10,497 ’
$ 8,089 9,290 11,399 13,705 14,696
u £ 5,949 6,879 - 8,454 . 10,143 10,851
| $ 8,329 9,631 11,836 - 14,200 15,191
s Reanw 7,u9 8,754 10,497 11,352
$ 8,644 . ° 9,967 12,256 14,696 15,893
6 £ 6,405 7,359 9,132 10,851 11,763
' _$ 8,967 10,303 12,785 15,191 16,468
, : £ 6,63 - 7,617 - 9,435 11,352 12,333
$ 9,290 10,664 . 13,209 . 15,893 17,266
8 £ 6,879 7,878 9,789 . 11,763 . 12,744
$ 9,631 11,0299 13,705 16,468 17,842
o $ o119 8,142 10,143 o ’
§ 9,967 11,399 14,200 K
10 £ 7,359 -f'.élasa 10,497
. $ 10,303 11,836 14,696
I £ 1,617 . 8,754
' $ 10,664 12,256 ,
1 £ 7,878 9,132 ,
$ 11,029 12,785 . |
13 £ 8,142 S | - '
. . $ 11,399 .

axchange rate = $1,40 = I
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point score anYwhere in this range. ‘The point score determines the
scale posts below deputy head available to a given school that falls
in the unit total grouping:. The head teacher can determme how to divide

'up the pomts awarded to the school

For example, an elementary school w1th 260 students has a unit

‘total of 520 (each student under 14 has a weight of two) and®falls within

the 501 to 608 unit total grouping. A school in this grouping-has a

point score range of 5-8 and a highest post of scale 3. The local education
~authority fixes the point score somewhere within the point score range

specified by the Burnham committee. one shire county education authority
we studied fixes the point score for schools inh the 501 to 60@ unit
total group at 5. Thus our elementary school with 260 students would
have 5 points to use toward scale posts. Scale 2 posts count one against -
the point total, scale 3 posts count two, and scale 4 posts count three.

The total points used in scale posts may not exceed -the point score

nor the h1ghest scale allowed. Thus our example school with a scale

-+ 3 limit may have two scale 3 posts and one scale 2 post. More likely

it will have three scale 2 posts and one scale 3 post or even five scale

2 posts. All of these scale combinations require five po1nts.

A larger elementa«ry school of'525 students 'in the same shire county
has an approved point score of 12 within the Burnham point score range
of 11-21 and a highest scale of 3. Such a school could have a combmation

~of scale 2 apd. scale 3, posts up to,the 12 point limit.

In practice the number of upper scale posts is severely l1m1ted.
In ‘1983 only 10% of the teachers were in scale 4 and senior teacher
(scale 5) posts. Nearly all scale 3, 4, and 5 posts are in secondary
schools. Teacher d1str1butlons for scale posts are showrl in Table 2.

Table 2

DISTRIBUTION OF FULL TIME ELEMENTARY AND
SECONDARY TEACHERS BY SALARY SCALES IN 1983

No. -%age
Scale 1 120,873 33.6

Scale 2 132,860 - 36.9
. Scale 3 70,168 . 19,5
¢ . Scale 4 28,966 8.1
\ Senior Teachers 6,856 1,9
_ | D §§§,7§§ | 1 0'0f

-~ bl

Promotion on the Ladder ' ' .

-

The main criterion for promotion is how well an applicant fits

.the job., A school advertises an opening, reviews papers and interviews

12
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‘candidates. The most satlsfactOry candidate is hired. The Confldentlal
report (letter of recommendation) from a .«candidate's head teacher is-

an important part of the hlrmg .decision,

h

Teaching performance is eons1dered only as it is reflected in confi-

dential recommendations from head teachers or inspectors. There is

no systematic prov131on for perfomance evaluatxon 1n the British educatlonal

system. . .

. A promotion is analogous to being hired for a job, and the procedure
is similar. 6 After the job is advertised, thé head teacher, chairman

of governors and pgssibly the area inspector screen applicants on the

basis of vita and “letters of recommendation. Five candidates are then
interviewed' by the same committee. The final decision rests with the

governors, although the goverpors would not appoint someone aga1nst'

the obJectlons of the head teacher. »

Although teachers will be consulted or involved sometimes during
screening and -interviews, -usyally they are not: There is no systematic

way for peers' to affect promotion decisions. Two. teachers do sit on -

the governing board in every school and therefore do have a voice in
hiring decisions. ,

Except for violations of the law or professional conduct, appointments
to scale posts are permanent as long as the teacher remains at the school.

" Post appointments are not transferable to otker schools, even .those °

within the same district. However, a teacher may competitively apply

for a scale post at the same or higher level at another school. Teachers *

who hold scale posts are "safeguarded" meaning they will be paid for
that post even if the school loses the right to the post due to. enrollment
declines. .

BRITISH EXPERIENCE WITH THE CAREER l',aADDER

The Ladder from the Teachers' Vlevgpomt

TEACHER SATISFACTION WITH THE LADDER

o Most . teachers in England seem to support the career ladder system.,
The career ladder promotes satisfaction by providing a way in which
teachers can: participate in a var1ety of instruction and management
roles. In addition, the career ladder has provided promotional opportunities
which give teachmg a greater career orientatlon.

On the other hand, morale among British tedchers is low. Teachers
receiv? low pay in comparison to other professional occupations (the
. police” aré better paid, for example). Due to declining enrollment,
fewer promotional .opportunities are available. Some teachers feel
that they should receive promo N}:ions on the bagis of good teaching alone,
not for taking on additional "responsibilities. Other teachers complain

N

that primary schools have fewer upper scale posts. - In spite of these -

complaints, most professionals interviewed said they would not want

i
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to change the Burnham system except to correct for the negat1ve effects"
.of declining enrollments. ,

TEACHERS' VIEWS OF PROMO’I‘ION OPPORTUNITIES

\

| Teachers view their pos1t1ons on the scale in varying ways. Many'
teachers are satisfied with their scale level and are not expecting

to be promoted.¥Primary schools are small, therefore, there are few
upper scale postd.  However, a large number of women elect to teach

in the primary grades and seem content.to remain in a scale 1 or 2 position. .

This may be because there are not as many promotional -possibilities
at the prlmary level. Also, marrled women whose husbands provide the
primary income are unlikely to be mobile enough to seek promotlons in
distant locat1ons. ‘ :

Many other teachers are career-onented and are openly seekmg

adizancements. They plan to move frequently 'in order to-achieve highet
posts more quickly. These eacHers may have greater commitment to their

professional career than to apy school. It is necessary for career-oriented -
.teachers to acquire many and varied experiences in order to obtain good
-recommendations for promotion apghcatlons.‘ Women who are mobile can

often obtain head teacher positiols because there are affirmative action
pressures in Br1tain as there are 1n the United States and fewer women

apply. - | | .

There are also teachers who are not satisfied with their present:

position, but who have little opportunity for promotion. Some teachers
were not given promotions for which they applied. Competition for promotions
has been intensified by declining enrollments and the fact that central
government has decreased its financial support to schools due to a poor
national economy. Further contractions in British education will almost
certainly result in more dxssappomted aspirants. : >

' Promotional opportumtles are available for teachers who are w1ll1ng

to move frequently and who seek a wide range of exparlences. In secondary -
'schools especially, teachers who seek promotions must assume responsibility

for clubs, student counselling, - activities, curriculum and scheduling.

Teachers will sometimes make a lateral mové in order to gain additional -

experience. No additional education is ‘required for promotion to any
post although graduate education- may improve the chance for promotion
in some cases. Head teachers @o encourage and help teachers who “want
promotions. Teachers who apply for promotion and who are not selected

- often try to improve their attractiveness by acquiring a broader range

of expenence through d1fferent 1nstruct1ona1 -and management assignments.
APPEAL PROCEDURES |

There are no formal provisions for teacher appeal Promotion decisions
to an outside or independent body. Teachers can appeal to the Board
of Governors, but usually do not. This is partly because teachers feel
that the system is basically fair and partly because there is little

motivation among teachers to "make waves" because future applicatmns‘

- R3
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for promotmn might be negatively affected. Teachers in Britain can

always avail themselves of the courts if they feel they. havepeen dlscrlm-
inated-against. .

LADDER EFFECTS ON TEACHER COOPERATION

It is sometlmes assumed that career ladders will drsrupt constructive .
work- relationships among teaechers. - As teachers compete for.promotion,.

they may be reluctant to share ideas and work together for fear of aiding
a potential competitor. Ih general we did not find that career ladders
directly reduced' teacher collaboration in Britain. Mény professionals
feel that the competition for posts and difference in pay among post
holders does not affect sharing among teachers because the tareer ladder
system is "a way of life" to whlcfmritlsh teachers have become accustomed,

. In the primary. schools we v131ted, teachers seem to share a closeness :
-and work cooperatively. It should be remembered, however, that nearly
all primary teachers are in scale 1 or 2 posts and the differences in -

salary are‘small.
. At the seconda"ry level, the situation is more complex w1. greater

range of scale posts and - greater competition for promotions. . Though
ig..general we didn't find teachers refusing - to collaboraté because of

. ladder incentives, the situation was not always positive. Some teachers,

who were trying to advance, did not ' want to share their:ideas unless
they received recognition. In some schools, some teachers felt strongly
that since department heads were paid to do extra work teachers should
not help with this work unless.they personally benefitted. .

~

Eznpetitve strains and discontent with the system seem to be greatest

scale post promotions don't normally come from within, as is true in
primary schools, teachers seem to share materials and 1deas freely
order to help each" other advance to new posts.

LADDER EFFHJTS ON TEACHER/HEAD TEACHER RELA'I‘IONSHIPS

The ladder affects work. relatlonshlps between)’ teachers and head
teachers in several ways Since head teachers had .to work their way
- up_ through the scales they often remember the value of advice and help

given them. To move up, teachers need opportunities to develop skills
that will make them successful campetitors. Head teachers can and do
provide 'such opportumtles for teachers on their staffs. In this context,
the relationship between the head and. the' teachers ‘often takes the form
of a/mentorship. Head teachers frecﬁ:ent,ly advise teachers who aspire
to higher scale posts of vacancies. ~Often they will call colleagues

with advertised vacancies to recommend a member of their staff They /

wrlte recomnendations and otherwise-'sponsor teachers.

Another way the ladder affects head tefacher/teacher work relationships
is through the sharing of responsibilities and the team management that

develops in g school, 'I‘eachers share responsibility for curmculum with

15

ols where there was an 'ex'pectation that promotions will go to ,
. teachérs already at the school, i.e., will be #illed from within. Where,
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. that would e classified as "administrative" in erican schools.

THE LADDER AND JOB CHOICES -

~ deputy heads. Inservice and extra-curricular responsmilities are plenned -

and carried out: cooperatively. Tasks -are rather broadly shar

’

teach, and in many schools scale 3 and 4 teachers assume som tasks

work and how long to stay. If a teacher aspn;es "to an upper sc
or administrative position (head or deputy heéad teachet )i '
ant, that the resume reflect a variety of responsibilities h¢ld in diffefent
school settings, although there did not appear to be a!"best" pattern

of employment for promotion. Because responsibilities Vary enormously,

from school' to school, it would be difficult to predict Jupt what respon-
sibilities a ‘teacher could hold durlng a career. . It is probably fair’

to' say that teachers seek scale pogt oppertunities which conform - to

their own career aspirations. For ex ple, a teacher who is interested i
in developing mathematics curriculum would likely not app{ly for a scale

post which .focused on counselling young .girls in a giveh grade level.

Ideally, a balance exists between:-the needs of a school the talents

: of teachers in the school.

In most instances upper scale posts do represent signififant leadership

"positions within the school. Teachers who hold these postsf seem consc1ous

of their leadershlp role in developmg quality. f -

Administratlve and Governance Conslderatlor\é.

‘STAFF SELECTION PROCEDURES

The officers involved in promotion decisions will vary to some

' degree by the level of scale post under consideratior), For promotions

to scale 2 posts the decision seems to be confined/ to the building,
most likely the head teacher and the school goverpors. For scale 3
and above posts, a mamber of the local education aufhority 1nspectorate

: 1s likely to give advice on applicants.

Technically, teachers are employed by the local education authority,
although in practice hiring of teachers -is doné at the local school
level, not the local education authority level{ Job. descriptions are
prepared .at the school level. Head teachers and gchool governors 1nterv1ew
candidates ard offer employment.

ohH 4

The local education authority has af indirect check on hiring,

‘however. Often an area inspector will partigfipate in candidate screenings.

Fyrthermore, a. majority of.the school vernors are appoinfed by the .
county council in its capacity as a district board of education. The
chairman ' of the governors must always a council appointed member .

H1r1ng/promotion (i.e., staff gelectiqn) decisions generally follow
this schedule. . b
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a. Vacancy is createll either vby resignation, growth or when the
local education ;auizhority creates another positiqn. .
. [ ¢ . .
N ’ - oL ' a

b,  The head teachey, fh consultation with the chairman of governors...
and perhaps local ipspector, develops the job description.

c. ' Position is na,t':iénai;y advertised. ' | ‘

“ d. Head and 1oc#\l{' insi)ector (edpecially .scale 33 upward) develop.
' a. candidate 1ist (Usually -3) from applications. . B

* ! .
e. The governors intefview the candidates and make their selection.
' _'Ihe-'head‘-,-toacherj,fand' inspector will give professional advice

to governors. .

In some local b2<f1:/i'1ori,ties',. i‘f‘“'ﬁ“ﬁeﬂdeécripﬁion' is not accei)tablé,'
the position may ‘bé he i
teacher tends to be important in the decision-making.

®

ADMINISTRATORS-AND TEACHER EVALUATION

Phere is “no formal, regular evajuation of British school teachers.
" They receive promotions through competitive  interviews. The school *:
governors make decisions on &10 receives each. pew’ post, -although the.

recommendation (confidential réport) of the head teacher is. a key part -

of the decision. . Even though -evaluation is not conducted through a
formalized set of procedures, t%::chérs are evaluated \1 ormally by head
teachers. Evidence:of the evalvation can be found ‘i ecommendations
written by head teachers for teachers applying for a new post, or by
observing which teachers are *highly regarded and given increased respon-.
sibilities in the school. Student)\achievement is not used to evalumte
teachers. . a ' o ' T
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K . L . . ‘ S .
Héad teachers are part of the sgale post system, and.must advance

1d up. The advice and recommendation of the head ~

CAREER LADDER EFFECTS ON HEAD TEACHERS - N
. n . . . .

“up the scale posts to become, a head, teacher. Because there is less. .

emphasis on formal administrative traiping, people learn adminigtration
as they move up the scales. Each scalk has increased responsibilities,
which prgpares the person to become a\head teacher. The' head teacher
“and deputy head still teach, but,on a limjted basis. By American standards,

the British |system is decentraljzed: head teacher, although subject
to the schodl governors on mos{l poljcy &and personnel matters, has great
éaﬁton from the central office. ' ) ' S

to the teachers in scale post positions\in|the British system. Secretarial
support ig_lacking  in British dchools\gnd teachers assume many of the

Ma ymgf“’the.r‘*jobs-~whieh~~‘ai'e usu .1Ij done by a U.S. princ.ip.al' fall
duties whiax are, usually done pyl, lerk-typists.

- Overall, the scale post

%

_ One school scale 2
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e haVe ‘more curriculum responsibility than -a scale 4 in another school,

“The degrge of responsibility varies from.school to school "and scale
jpost to scale post. The higher the scale post, the greater the respon-— .

"sibility within a given school. Lo

Rject to approval by the. school governors »and area ns ctors..

JOb. descrtions for scale post® .ate usually written by ead’ teacher,~
_'._g_llsh system of scale posts, certain types of jobs'

assoc1ated

standard Job - descriptions, each, head teacher can’ tailor a description

‘to the'needs o cticular school. -It is understood that a jobi description

may he reneg i{p from time to: time by the mcumbent arid the head
teacher. _ . ( ) .
"required of the head teacher. .On-the-job traijning is the most cammon

“form of training as'a person workg.up through the ranks. Hpwever, some
teachers enroll in draduat'e training to enhance their chances Qt‘ prombtion.

-~ lll
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As noted, the Bntish sYstem Y acks’ any formalized teacher evaluatior

. procedure. Teachers or heads that are ineffective- cannot™-be ramoved

except for- criminal. conduct or breaches of professmnal gtandards. .

However, despite the lack’ of: Jformal mechanisms for- termination, teachers
can be informally pressured "to - resign. An ineffective tedcher may be

"called in" by the head .teachet. ‘If that does not bring about desired. -
changes in behavior, the teacher may be "called in" by. the school governors. s

3

Teachers may resign rather than be '/'called in" a second tfime. P

In the early 1960s (and 1970s,; teachers - wege mO\‘red up ‘the scale
posts .rapidly which enabled some ineffective personhel to remain on

the.staff. The promotion system of scale post pPositions was to- provide.

teacher incentive and initiative. However, once: some. of the teachers

received their scale posts, they eventually lost their -initiativé and . '

incentive. Since in Britain.teachers are neither demoted nor evaluated,

these ineffective people are filnancially secure -on their: scale posts.

This causes some ounger teachers to be disilluswned‘ with the system.

[
\

Career and Occupational Impacts ‘

0 ",/ /

- “Teachers may enter teaching in three ways.

\: ,.

a. They may take a(three year teacher training course at a teacher '

training college and receive a certificate.

b‘.' "I‘hey may ‘take a university baccalaurate degree and then take
' .a one year teaching course,which leads. to a certificate. {

. co ' In. some cases "university graduates may be certificated»d'irectly

\U A’
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._:"""-".‘Since the schools are’ decentralized and there is no standardized |
curriculuny, each school may decijde-on the allocation of responSJ,bilities.,

scale or ladder that teachers are on. Because there aré no.

No special managerial org,a\dministrative tra1ning or™ sc‘hool;ng is

REMOVAL OF INEFFECTIVE TEACHERS R uj@ab -
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S ) without taking the fifth year. These teachers are knoWn as’
’ ' T "unqualified " . .

\ ' 'We were not able to determine whether the careér ladder affects
.career entry decisions. Because the career ladder 'system is so mych’

. a taken for granted in Britain, no one has bothered to estimate its impact~
on career choices. . ‘

, _— The ladder does seem to effect decisions once people are in the
\ ~occupation. Most teachers we' interviewed had developed career goals
- and could talk about their plans for the next several years. Some had '
: -decn;]ed not to gseek promotion and could give reasons for their decision.. :
, It may have been that they didn't want to move, perhaps they didn't T
T : want. to: take additlonal refponsibilities, or didn't feel personally
: qualified. Those who' had set their sights on higher scale. post uld
describe the steps they were taking to prepare themselves for promotion
competitions. They had appraised their own strengths and .were working
to correct percéived weaknesses. Some were'enrolled in graduate programs, ’
. - others were vdluntarily engaged in apprentice-like assigmments dn their
: present school to learn new skills. - . . '

faction among teachers; promotion successes may be,- therefore, a source
of satisfaction and a motivator to atay in teaching. Teachers who get
promoted have had to demonstrate ability, so presumably competent teachers
achieve promotidp to higher scale posts. Thus, it seems 11kely that
.the British system may encqurage good teachers and t:hey may . be more

' likely to remaip. - _ _ , .

R [
I . We also found that inability to advance was a major source of dissatis-
i The system is very weak, however, when it ‘comes to weedmg out'

LS ' S ineffective teachers. Because-there is little chance of demotion, teachers
may teach a high scale post, tire and become mefféctive, yet remain
in that post. ‘ L '

y | " other Impactd

R

PUBLIC INTEREST IN THE LADDER
Th British career ladder seems not to be of great concern to patrons
. and the general public. Generally parénts are unaware of the scale teachers
have obtained; therefore, they do ngt request teachers on the basis
of scales. As ther®dJs po standardized testing, it would be difficult
to determine if st ts gain more because they have a higher scale
teacher, ‘ o

o

f - . ASSIGNMENT PRIORITIES j - o S E S

-
- . -

e Upper scale teachera do receive special comiderati,on in assignment
* of classes.In larger schools the department heads make the assignments
and scale 1 and 2 teachers get the less desirable classes td -teach.
In the smaller schools the head teachers make the teaching assignments,
- but again the newer or scale 1 teachers are less likely to be favored.
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' MAJOR‘CONC[USIONS ABOUT THE BRITISH CAREER LADDER '

."

- Schools in Great Britain have considerable autonomy and vary greatly .
in the way provislons of the careexr ladder are Implemented. British
schools are allowed- to design curriculum, choose textbooks and, within
general staffing guidelines ' and Budgets, recruit ‘and select staff.
There are no distrjct wide or national student competency or. graduation

. requirements., Therg.is no standardized achievement testing program and; .

except for concerns with the natiorial exams taken by college bound 16 °

and 18 year olds, British schools are free to set curriculum standards -

and achievement goals. Schools can and do use career ladder posts differ-,

~ ently and this leads to variability'in the distribution of respon31bil1t1es
among 8chools. Teachers' commitment to the catreer ladder also seems ' v

affected by the way positions are used, e

. The differentiated .staffing arrangement’ employed in Bpitain_is
a- ladder that emphasizes gr8wth and career development. Promotions are .

relatively permanent, and are won on the basis of cabacity for'additional
job responsibility. Presumably edch promotion results in a new challénge
and successive positions carry increased leadership responsibilty and
greater salary. Although teachers must. compete for promotions, the British

" career ladder is.not a-merit pay Bystem. Promotions are based largely

on readiness to assume additlonal leadership responsibihties. .

The British career ladder contains powerful , incentives for . teat:hers.'

Teachers plan their careers around the possibllfty for promotion and.

prepare for the responsibilities that are comnonly associated with higher °
level jobs. Often they make career moves to ‘gain cert tain skills or have

th® opportunity to undertake certain responsibjliti A further indication
of the power of the’ Lareer ladder is the fact at teachers ‘complain-
bitterly about- "promotion blockages" due to declim-?':g Qnrollments and *
funding cutbacks. Y

he career ladder system in Britain encourages teacher mobilitL
Teachers in Britain move among wdrkplaces more frequently than their
U. 5. counterparts. Several-features in the carger ladder system ~seem
responsible for this higher mobility. - Flrst,g..tgachers in Britain are

‘all paid on the same salary schedule and thug suf'fer no finay‘gcial penalty

in moving to another position. Second, careér ladder posts in individual
schools are filled through open competition, Position vacancies are.

advertised nationally and successful applicants oftéfi ctme from ancthere

school or school district. The belief among - teachers. is that promotion
will be more rapid if ‘you are willing to move. - Third, teachers move
laterally to improve promotion prospects. They seek learning opportunities
and experiences that will make:. them ‘more, attractive candidates when
they seek“a higher scale\post. y b

~ 'I‘he career ladder cultivates ingtructional legdership and develo S
‘commitment to 8 . 4"§P

nt. Teachers learn lnstructional leadéer:

by taking . Tncreasir ..T"o var' ed responsibility as they move through
. scale’ posts. By the time they become assistant principals or principals

L]
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they have held a succession of posts requiring them to give leadership :
_ | and direction to several curriculum areas or to increasingly large work
Sy : groyps within- the school. The career laddet brings about a sharing of

leadership functions within the school.. Those sharing in the leadership.- Y

develop a sense of ownership of the department or schvol program’ and
show concern about instructional quality. In many schools we found
teachers very aware of and concerned with the work of colleagues. There
' was often a sense of ‘urgency about improving curriculum and instruction

“in the school. In these gchools “teachers . ahared ideas freely and coached
/ : one another to improve struction.

/ 'I‘he career ladder allqws leadership responsibilities to be divided
/% and perhaps done more completely and efficiently. Because curriculum
[ “and staff development Eunctions are shared among a fairly large number
of - teachers, attention was mote focused. and the task was often done
_more satisfactorily. Because they were relieved of some tasks, principals °
had more time to devote to mstructional leadership and, in most cases,
\ time to teach. IR

Each school can tailor career ladder posts to Bchool program needs

.and recruit staff according to those needs. Each school has a quota

of career ladder positions which are determined by an age/size weighted

“ -+ formula. Schools prepare their own job descriptions for each career

y ‘ladder position which .are used to recruit and select candidates for

each vacancy. The freedom to recruit and select staff forces principals

and teachers in schools to define their personnel needs and allows staffing

decisions to 'satisfy those needs. Most schools take this opportunity

seriously, and work to recruit and select staff _who will strengthen

the faculty and lead to school improvement. In some schools, however,

. job descriptions and selection of staff are not taken as seriously. In

v these schools '‘career ladder posts may be trivial and not contribute
to school mission acccmpllshnent. . .

: The British formula for distributing career ladder posts provides

» _ fewer career opportunities for teachers in elementary schools. Career
Tadder positions are allocated to schools on the basis of an age/size
weighted formula. ~Each school has a certain number of "points" which
determine the career ladder positions available to the school. These
points are determined by totaling the unit (age weighted) values of
each studént enrolled in the school. Students under 14 count 2 units, -
.14 year olds count 3 units, 15 year olds 4 units, 16 year olds count
6 units and those 17 amd older count 8 units. The unit total for a large
secondary school is therefore much greater than for a small elementary:
gchool. Unit totals determine both the highest post in a school, and’
the' number of posts. Scale 2 is the highest post. below deputy head
" teacher available in most elementary schools, whflq? secondary schools
Y usually have scale 4 posts available. ,

Teacher Rerformance 18" not systematically evaluated in British
school®. Teachers who are promoted through the aystem of career ladder
posts are evaluated by principals and ,inspecto s, but those evaluations -
are’ highly aul?jective and are forwarded only aB '"confidential reports",

4 . 'y ' . . v 21




usually not available to the ‘té'acher. Reactions to the .reliance on

confidential -reports is mixed. Many teachers, union leaders, adminis-
trators and government officials believe that a more- regular, objettive

' gystem of teacher assessment is needed in Britain.

Outstanding teachers who are unwilling to assume additional responsibil-
ities or who are unable fo control mobllty do not benefit directly
from the British career ladder system. Although it 1s most often the
cage that one must be a gdood teacher to- be promoted, it is .not true
that all good teachers, gt promoted. Promotion in the.British - system
is accompanied by the ‘assmnptmn of additional responsibilities, 1i.e.,

it results in a "new" (or at least modified) job. Teachers who are

dontent to be good classroom teachers and who do not seek extra duties
will not be promoted on the career ladder. Because pro;?tion‘s are compet-
dtive, teachers 'who are unable to pursue posts in other locations hpve
restricted opportunities. ‘Since most promotions in elementary schdbls
and many promotions xn .8econdary schools go to outsiders, insiders may
have a long wait fox a promotion. Forced mobility where a teacher moves

to accompany a gpouse is also a problem as there are no guarantees that
a similar post will be available in the new location. Thus some scale -
4 teachers must take scale 2 positions in a new location. '

\}
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+  THE BRITISH LADDER AND AMERICAN/SCHOOLS

We unidertook ‘this study to find out about the effects of career
ladders. Utah and other states had become interegted in the career ladder
as a major reform. It is hoped by many that promotion and salary - ¢
incentives in a career ladder will rejuvenate the teaching work force
and lead to overall educational improvement.f

There are ‘substantial risks in pursuing large scale career ladder
reforms, however, simply because so little is known about short-and
long, term effects. Policy makers are rightfully reluctant to put large .
amov; L3 of tax revenue into programs .that may not succeed or may be .
counterproductive over time. This study was undertaken to try to provide
information that would reduce the uncertainty -about cqreer ladders.

The focus of the study was the career ladder that has been in use o \
in Britain for more than forty years. We found in Britain a five step ‘
teacher career ladder that uses a job enlargement design. As teachers

» win pramotion, they assume additional duties which go with their new

position. The selection mechanism is competitive application. Teachers
apply for scale posts which represent a promotion and campete with others
who seek the same post. Norms of open competition, need to always select
the most qualified applicant regardless of current work location, and
teacher work fprce mobility appear to reinforce the process, Although

‘the British career ladder is not without flaws, it seems, to work reasonably
- well in Britain. . \

CAN THE BRITISH CAREER LADDER BE ADOPTED BY U.S. SCHOOL DISTRICTS?

Structures and systems always reflect their cultural setting to _
gome degree, Certainly the British teacher career ladder reflects cultural o |

"attitudes toward schooling apd teachers. For ihstance, the British have , |

,

a fiercely independent spirit when it comes to individual and local
matters., This stubborn independence is sometimes referred to as "bloody- ;
mindedness." British schools reflect this independence in their autonomy

and diversity. In the United States we are much more corporate minded

when it comes to the management of local public schools. We stress efficiency
and scale, and reﬁy on:centralized decigion making to get results. s
Our school systeng” ‘operate with strong fchool boards and central office

staffs; our schools are directed and closely monitored by this central
structure. This corporate view may also partly explain why American

~8chool principals function as middle managers while British head teachers ; ‘ )

function as instructional leaders.

In light of these cultural. differences, it would be wrong to assume
that the British career ladder could be copied directly and would work o
exactly the same in U, S. schools. It seems unlikely that local school. *

" boards in the U. S. will.voluntarily abandon their traditional role

and delegate significant personnel and curriculum authority to individual
schools, for instance. Yet in significant ways, the British career

ladder fits into, and reinforces a pattern of local school autonbmy.
- ‘ - ' »
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Even though some aspeci® of the British career ladder for teachers

‘may be culturally dependent, that is not to say that the ladder is totally

culture bound. The British constructed the ladder. They continué to

modify it from time to time. British educators and politicians had

options for organizing pay scales and joB assignments of teachers; they
chose the ladder from among them. As a constructed reality, the ladder, -
or parts of it, may be expected to be transportable. We can also compare
i; with other constructed realities, and draw conclu81ons about its
effects. '

CAN A CAREER ‘LADDER - IMPROVE TEACHING? -

It appears that a. careetr ladder of ‘the type used in Britain can
have a positive impact on teaching quality. A pattern of differentiated

‘positions has been successful in providing career rtunities to teachers’

in Britain, and probably has contributed in signifidant ways to the
improvement of education in that country. There are many advantages
to a career ladder program with differentiated respon81b111t1es in American

"~ schools.

a. Teachers with proven ability can be placed in leadership posi-
 tions. These teachers can be models and mentors to younger ‘
teachers and can promote better teaching ift general. They

can be a significant force in developing good, workable curriculum .

that will enhanoe student learning._

b. The'career ladder can be an effective leadership development '
y device. Not only will there be a significant cadre of teachers
in leadexship positions in each school, but principals and
assistant principals will be better prepared for their roles
through experiences they will have received moving up the
career ladder before becaming administrators. _ o

Cc. Because leadership functions are more widely shared in the

school, more teachers®have a stake in school performance.

More people are directly involved in school 1mprovement activities.

d. Therq is opportunity and incentive for teachers to grow, to
develop new skills, to accept new challenges.’ Although the
career ladder is not a cure-all for teacher burnout, it certainly
can reduce it. .

e. To the extent that the career ladder cqg make teaching a more
‘challenging and rewarding occupation, it can become a powerful
incentive to attract and retain qualified people in the profession.

The career ladder has survived a long while in Britain. It certainly
seems to have qualities which justify experimentation with it in the
United States. The risks in such experimentation appear manageable.

! ' / l -
0‘. | ! L¥ /
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1. T_History of British Career Ladder System

A,
B.

.'Co

BRITISH CAREER LADDER STUDY o R

Information Categories and Questions

When was the career ladder .concept first implemented?

Why did the 'career ladder come into use? o

what,modifications have: been made.in the ladder?

II. Structure of the British Career Ladder

T

A.

B..

2, 'How are quotas determined?

How many steps o categories in the ladder?

Job differentiation 1n the ladder

1. Are different duties or expectations attached to dlfferent
steps, i.e., are there,different job descriptions for each
step in the ladder?

2. Are job descriptlons for each step alike across schools?,

-across education authoritles?

3. How are job descriptions developed? ‘ ’
Pay structure within the ladder |
1. What are pay provisions acrose steps? How big are step}"

differentials? What is the pay spread across the system?
2. What are pay provisions within each step? Is there. a wage
. Scale within each step? If 80, how is progression determined?
3. Does training and/or experience affect pay? |
Quotas in the ladder

l. Are there limits on the number of teachers who c&n hold
a given ladder position, e.g. quotas?

R}

3. How are career ladder positions allocated within authorities?
Within schools?
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E.. ‘Promotion on the ladder.

]
N

1. what criteria are used for promotlon?
2, 1Is merit or _pexformance considered? -If 8o, how is it measured?

3.  Who makes promotion ded¢isions? -

4. 1Is there. provision for peer input? o ‘.“ o ."‘ ' : v
"‘5. What provisions are made for appeals? Can a teacher appeal -
.- a prmotion decision? . -

6. 1Is "Jemotion" p0531b1e? Does it ever happen? Are prcmotions
- permanent? L

F. Economic considerations

Ld

1. How is the ladder funded?

¢ . -

2. 'How does the ladder affect the overall cost of education? . '

IIT British experience with the career ladder .

A. The ladder from thefteachers viewpoint =~ 3

1.  How does the ladder affect teacher satisfaction? What is
. the general level of morale among British teachers? Would
. ’ -they keep the Burnham system if they could do otherwise?

' . - 2. Which teachers are motivated to seek higher ladder posts?
I : ' Do administrators enourage some teachers to seek higher
' . _  posts? How are they encouraged? What do they do to prepare
for higher posts?

3. How do teachers view. prdmotion dec131ons? Are promotlons
'generally seen as belng deserved? '

4, How does the ladder affect the way teachers work together?

' Does the difference in pay or status hinder sharing and

3 ' " cooperative work relationships? DO teachers withhold ideas
- or information from others to galn a promotion edge?

5 How does the ladder affect the way principals and teachers
~ work ‘together? A

6. Does the ladder affect teacher decisions about where to’
"work and how. long to stay? Is there a "best" pattern of
_ employment for those who what to reach the upper scales?

7. How do teaches on hhe@lowest scale feel about their status
and work 1n the schovl?

' . _ N
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. 8.‘ Do te£chers on the upper reaches of the scale asgume greater';
..  responsibility for school quality? Do they actively concern
themselves with issues of the profession?

, B. The ladder from the administrators v1ewp01nt - . ' A

‘ . : 1. Whlch administratqrs are involved in promotion deCISIOnS?
b . ' What role do chief education officers and inspectors play?
. Are head teachers constrained in hiring/promotion decisions?
- 2. 'What measures or evaluation tools are used to make decisions
N about ladder placement? Are they the same measures used
for general evaluatlon of teacher performance? Is student
- outcome a factor?

.....

3. How does the ladder affect the job of the building adminiStratOr?
3 . 4, What_things do scale 3,4 and 5 teachers do that would ordinarily
. ' . be done by a principal n a U. S. school? (Curriculum develop-=- .
: : ment, staff"development, superv1slon, fac1lities management) .

s - 5. Do head teachers seem to delegate certain jobs to upper
- ~ scale teachers? _ .
6. Does the head teacher define the job of upper scale teachers,
especially the non-teaching responsibllities?

© v : 7. What special training do head teachers get to help them
with management, particularly regarding career ladder related
o decisions and actlons? . :

8. Do. adminlstrators feel that there is less "dead wood“ in
British schools because of the cdteer ladder? Can they
use the career ladder to:encourage certain teaching behaviors?

C. . Career and occupational impacts -

1. 1Is there any evidence tha;dthe ladder affects occupational. - = '
' choice in Britain? What ucatlonal backgrounds do students
who elect teacher tralning have? : '

2, How does the career ladder affect the quantlty ahd/or quality
.of the teaching force? Do people elect to stay in teachlng i
because of the opportunity to move up? . :“'

' D . othEr i " - . ‘
' l. Ho:ﬁiuch do parents consider scale of teacher? Do they i
‘ request a higher scale teacher for their children?

*Lbo ypper scale teachers receive special consideration in
~ assigmment of classes? Extra, non~ladder duties? .

27




¢ . _ ' ' 3. Can the career lédder be related to)student outcomes'in

. any way? Do teachers or ‘adminisgrators think it affects
- Student learning? :

~
v . s .

1
R +

IV - Context ; S | . o | § Lo
, A. - What are pupil~teacher rgtios generally? ' ”*\\
] 4 . .. ‘\\\
.B.  How much is spent annually to educate one student (per—pup11 N
. expendlture)? _ _ _ on

'*‘.

e,

. Ce What are public attitudes toward schools?

TR D. ' what is the function of the Local Educat1on Authorlty in hlrlng?
o, _wOrking conditions? : :

s
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